1l Pebruvary 1949

MBMORANDUM FOR THE DIRECTOR OF CENTEAL INTELLIGENCE
SUBJECT : OHE Comments on the Dulles Raport

FEFERFNCE: Memorandum, 26 January 1949, from Deputy
. Director

1. Attached hareto. in accordance with the taquast ..
contained in refersnce momorandum, ars the ORE comments :
on the Dulles Report.

2. ORE's comments are orgarmized in two sactions as
followa:

2, Section I, General Statesment, contains

T three parts, treating ORE cbiectives

in reviewing the report, the ORE reaction
to the report as a whole, and a sumary
of OFE recommendations mads in Sectien II.

b. Secition IT contains comments on those
specific conclusions and recommendations
in the report which affect ORE.

.lasistant Director
Rsports and Estimatas
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1. GENERAL STATEMENT
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i. The Chjectives of ORE in Reviewing the Dulles Report,

. In reviewing the Dulles Report, the Cffice of Reports and Estimates
KA has as its basic objective, not self-justification or the denial of admitted
T shortcomings, but a genuinely constructive effort to shed the light of

Vo practical working experience upon the problem of improving the produc-
ticn of the intelligence upon which United States poliey should be based.

- e

; ORXL has, therefore, proceeded to examine the recommendations con~
P tained in the Dulles Report, has pointed cut certain impractical aspacts,
R " and bkas indicated how the recommendations might be most sffectively
implement2d. ORE considers that its intimate zcguaintance “with the ‘
actual problems involved in the production of national intelligence enabls
it, with the help of the detached perspective of the Dulles Report, to 2ug-
gest concréte means for carrying cut the principles underlying the Report.

2. ORE Tesacticn to the Teport 25 2 Whole, . R

The Duiles Regor? is an edmirable effort to re-direct CIA to fundamen-

o tals and firet principlas in the production of national intelligence; it pro-

A poses in effect 2 raturn to the concapts developed at the clese of the war

o during two years of 2arnesi anid intense discussion among the mest exper-
iencad inteiligence persoine! in Washington, The observations of the
Corymittes zppear zccuraie, and its chjectives are sound; but its conclu-
sicns ore in many respects {mully, and the recommendaiions for their
attainment zre in mony c23¢3 impracticable. Although the proposals
bearing on this Office lack, perhaps by intent, beth precision and detail,
ORE believes that sound adrainistration of the suggested orgenization,

. coinbined with sirong NET dirsction to the JAC agencies io maks their
- tzcilities available fo CI— » ooid bring about improved intelligence
. produciion,

The Rep:’ar’r's grestest waokness siems from the Commitian’s restricted
concept of ile axtent fo which the departments] intelligence activities needed
to be & invesiigated in ovder io arpraisa their relationship to the operations of
CIA, Althovgh the Committee clintmed to apprecinte the danger of consider-
ing CL: activities zlone and franily stzied that some correctives wera nzeded

outside L1, specific recominencations were addressed only to CIA and an
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i indefensible share of responsibility for CIA’s admitted shortcomings
L was atiributed to the Director. The resulting Report contains many
A acut2 observations but it also embodies recommendations which could
- not by themselves bring about the desired results.

, 3. Summary of ORL‘ Recommendations.

Cn the basis of the d2tailed comments {ta be found in Section I} on
the conclugions and recommendations of the Dulles Report, ORE makes
the following summary recommendations.

303 {1} NSCID #1 and NSCID #3 should be revised to:

(a) redsfinc CIA's intelligence production responsibilities g=

T set forth in Section II, paragraph 1 b;
5 {t) define those intelligence categories, in fields of common

interest. which should be produced centrally by CU.;

e {c) clarify and define departmental intelligence responsibilities
‘. to CIA;
P ) ¥

':~_' = {d) require deparimentzl intelligence agencies to grant priority
N to the production aof mtniligenca required by CIa; and

(e) cl:iri.z‘y IAQ coordinstion procedures on CIA estimates as
recommendad in Sacticn I, paragraph 4. .

. {2) Recorgomization of ORE may ke reguired to provide for the pro-
Cuaction of nzticnai intel rence estimates, as distinguished from cantral

ragearch in intellijence Helds of common concern. Such recrganization

¥ ghould not be attempted. however, until the action in p:ragrarh {1) above

Ti has been completed DD shouldl not b2 divided into two separnte CIA

O Offices for the surpose of separating the two types of intelligense pro-

o duction unless the npezd for zuch action is proved and demonstra:.eé.

P ‘
i I .

{3) ORE agress that ICATES should be respons;b’e solely to CIA and
not o the departmenizl agencies its membars are supposed o represent.
It strongly recommends, owever, that ICAPS shouid not be reconstitated

-2 -

— _ 75’1-‘;;'?0
. Q‘*&"’T r

- ......_...q.._‘_..‘..‘, - erw e

T AN (e




i M&Sﬁu‘m L wr s
.:.."' : ( along the lines suggested in the Report, but should he replaced by a .

: working staff acting for a Council, composed of the DCI and his

Assistant Directors, and gsiabiished to deal with intelligence problems

of coneern to two or more offices of CIA. The Assistant Directors
concerned should attend all meetings of the JAC standing committee,

{(4) ORE has no desire to operate the CIA library nor to assume
the functions of the Foreign Documents Branch, as long as such ser-
vices continue to be conducted in support of ORE. It iz recommended,
therefore, that these two functions remain where they are or be merged
as a library service within QCD.

s (5) ORE regards as one of its major responsibilities the furnishing
A af specific and long-range guidance to OO and OSO collection factlities,
T through the development of coordinated interdepartmental requirsments
- for information. It recommends that this function should not be decen-
tralized to OO0 and OSO.

{6) ORE direct working-level relations with NSC, JCS, and the State
Department Policy Planning Staff should be authorized in order () to
enalrle ORE to receive the guidence necessary for its production effort,
R and {%) to give more direct and offective intelligence support o policy
- and operational levels. 0
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N = "éo@mm?s ON SPECIFIC DULLES REPORT CONCLUSIONS
- AND RECCMMENDATIONS

1, Concéusicn and Recommendation - Chapter V {1).

.*.: Lo In the Cealral Intelligence Agency there has been confusion between
W the responsibility of producing coordinated national intelligence _
‘ estimates and responsibility for miscellanecus research and r_egart- B

ing activities.

Conclusion and Recommendation ~ Chapter VI (4).

The various reports, studies and summaries which are not national
intelligence or recozaized services of common concern shouid be
discontinued. ' B o

RO , &. These twc points have been considered together as they are part
: of the same prchlem.

b. CORE believes that what the Dulles Commitiee deseribes as “con-
fusion’” has resulted from CIA's recognition of its threefold responsibilities
o as the preducer of national estimates, ag the intelligence facility of the MEC,
s and 25 the agency responsible for performing services of common ccneern.

. ‘The Commitiee has failed to recognize the gap that exists beiween CIA'S

B erplicit responsibilities, as set forth in NSCID #3, and CIA’s implicit respoa-

s Sibiiities as the intelligence facility of the NSC. Moreover, NSCID #3 is so

P rigid with resrect to CIA ‘s procduction responsibilities and so flexible with

T respect to those of the departmental intelligence agencies that its nsefulness
. as 2 workirg document is seriously impaired. The Comrittee’s conclusion

is made on the basis of a dangerously limited view of CIA’s responsibilities

for inisilizence nroduction. Such resiponsibﬂities shonid be copsidered not

i sole!.y’in terms of the preduction of “coordinated national intelligence esti-
4 mates’’ and “intellizence in fields of common ipterest’’ but also in terms

of CIA s role as the intelligence factlity of the President, the Matjonal

Security Council ard such agencies as may be designated by them.

c. CIA intelligence production responsibilities should include the foliowing,
and NSCID #1 ord NSCID #3 should be modified accordingly to inclhide a revised-
and more appropriate definition of national iptellipence: -
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o produce intelligence required to reduce to a minimum
the element of surprise in foreign situations and developments which
affect U national security.

{2) To preduce coordinated intelligence estimates requu'ed for
national planning, policy and operational decisions.

(3) To produce intelligence required to 8upport those agencies
designated by the NSC to receive it.

(4) To produce intelligence in fields of common interest to C12

and the departmental intelligence agencies, including economic and
scientific inteligence.

(5) To produce intelligence required for CIA estimates nct normal .
to any departmental responsibilities.
d. 1t should be noted that paragraph ¢ (2) above is the only category
of intelligence which conforms to the definition of national intelligence
in NSCID #3.

‘ .‘:'-fg 2. Conclusion and Recommendation - Chapter V (2).

The provisions of the National Security Act for the production of

- national intelligence estimates, as interpreted by the National Security
s Council Intelligence Directives, are Sound bul have not been eﬁectxvefy
carried out.

" 2. ORE concurs in the assertion that the provisions of the National
Security Act for the production of national intelligence estimates are
sound, but does not concur in the statement that these provisions are

S adequately interpreted by the NSCID’s, particularly in NSCID #1 and
vl NSCID #3. .

b. ORE has taken thi=s position for reasons cited in paragraph 1 b
and c above, and for the following additional reasons:

(1) The directives do not provide for adequate treatment of the
matter of priority within the departmental intelligence agencies with
respect to their support of CIA. Consequently, CIA is unable to make
optimurs use of departmental intelligence and cannot depend upon timely
departmental action in meeting CIA commitments and deadlines.

i
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;‘-{f'ii}: . (3) The directives do not adequately allocate production
’ responsibilities and do not define intelligence fields of common
concern.

E 3. Comcluston and Recommendation - Chapter V (3)

Conclusion and Recommendation - Chapter VI (1)

3 Ip addition to the Estimates Division recommended in the
Bt vious Chapter there should be created out of the present

ar Office of Reports 30 Eollates o e ooy (e frosont
S 8icn to 2ccomplish central research in, and mug produc -
P tion of, intelligence in fields of common interests, The statf
R this Division should include sufficient representation from the
al State Demariment and the Services to insure that their necds are
AN adequately met.

Sk B. These two recommendations have been considered to-
L gether fnasmuch as they are part of the same problem.

b, Partialiy because the Report iz vague concerning the details
S of the proposed reorganization, opinion is divided In ORE on the
e necessity or desirability of a drastic internal reorganization now.
- However, i the Committee’s recommendation means that the
Estimates Diviston is to be large enovgh to provide its own
relatively high level research support, the recommendation is
workabie and might result in simplification of ihe process of
A producing estimmtes, Similarly, the proposed Research and
Reports Division, tncluding 2 besic economic researcn
unif 25 well as the present Map Branch and such cther facilities
as might be determined to belong there, could pretfitshly operate
anari from the Estimates Divisior, Tt must he poiated out, how-
ever, that these recommendations are made within the framework
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of the entire Report. It would be highly inadvisable to separate
the present ORE functions without mk’irng sure that correspond-
ing changes will be brought about in the functions and facilities

of the departmental intelligence agenciss, particularly in thetr
relationships to CIA. It should also be recognized that decentrali-
Zation of inteiligence production responsihilities, as recommended
in the Report, necesearily invoives substantial problems of co-
ordination, flow, routing, and pricrities of access to source
materials and ralses the potential danger of an even greater
duplication of effort than now exisis.

L _ 4. ORE therafore believes that these recommendations are
Fas premature. Thelr implementation shonld be seriously con-

[t sidared only after NSCID #1 and NSCID 43 have been revised and
s the gubsequent gffect reviewed,

, ‘ 4. Conclusicn and Recommendation - Chapter ¥V (4)

Dnder the leadership of the Director of Central Intelligence,
theee egtimates should be submitted for dISCUEBIon and ApPTOval

bé the recenstituted Entell!iz_jnce Admﬁ Committer whege mem-~
s agsume collactive res or m.
Conclusioz and Recommencation - Chapter V (6)

Provision should be made in these %menw for the
hardling cf crisis siiuatiops whan ecord es 8 are ro-

ouired without delay.

Conclusion 2nd Reeommendation - Chapter V (§)

Coordinaied intellizence sstimates produced in this way must,
in order o 0e Srech ve, be Tecognized ag the mest authoy itative
egtimates available io the policy makers. . -

2. These three recommendaiions have been considered to-
gether as parts of the same problem.

b. ORE c:mot agree with the view that members of the IAC
should assume: collectiva responsibility for CIA estimates, It
is considered that the main question is what sort of estimata
should emerge irom the natiomal intalligence struchire. Those

“ 1”5’,2%/}76
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who developed the original concept of & central intelligence group had
clearly In mind the ever-present factor of departmental bias as well
as the shoricomings of joint inteiligence, which often produces esti-
mates 80 watered dowm in the process of reaching agreement 5 to be
valualesa, CIA estimates can be free from such fanits only H they
are produced with full cognizance of departmeninl views but without
subservience to departmental prejudices. IAC review of CIA drafts

. Bhould yndertake to elimimate minor cr apparent ditferences but not
to gloss over divergences of informed opinioet. The resultant estl-
mate must be essentially that of CIA and not that of the JAC collectively.
Any statements of dissent should be Himtted to aubsiantial angd well-
defined isgues, ag the directt ves now provide, Moreover, these
directives should be further modified to vestrict dissent to the field
of respansibility of the dissenting agency. (For exampie, ONI as an

in political matters but is not ible for eatimates in

that field, and CIA should not be requ to publish a dissent by ONI
on purely political matters if OIR concurs in the CIA position.) The
logic of ORE’S contentien is simply that, just as 1 dissenting mem-
ber of the JAC cannof be expected to share in the responsibility for
& CIA estimate in which he dissents, so, by extension, CIA has sole
rasponsibility for its estimates, even when JAC concurrence is
complete, and does not share this responsibility collectively with
the members of the IAC. Coacurrence should fartify the estimate;
it shouid not create an artificial responsibility. The Dulles Report
does not reflect a clear understanding of this vital aspect of the
coordination theory. To the Commiitee, “‘mational’’ intelilgence
is merely ‘“‘coordinated”’ intelligence, and coordinated intelligence
is joint intelligence, at the mercy of departmental bias,

£. Although the Report favors the method of preparing draits in
ar ad hoe commitiee, the experiente of ORE {including the example

- of “Project 50", cited by the Committee), shows that this procedure is

time —consuming and inefficiznt, ORE believes that coordination pro-
cedures will be effective oniy if its own estimates persounel produce

- the initia] draft as 5 basts for discussicn with a permanent, full-time,

subsiantively competent IAC committes, prior to the submittal of the
to the estimates to the Director for IAC action.

4. ORE agrees that there must be effective means for handling

crisis situations. In the light of past experience, some modification
of the present DCI 3/1 procedures may now be necessary.

¢. ORE believes that {t5 estimates must earn their distinction as
the mest anthoritative Intelligence available to the policy-makers. It
is, however, recommended that the NSC enjoin the policy makers to
give CIA such guidance In matters pertaining to miional policy that

CIA intelligepcs support wmm;mnsm to their peeds.
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F!Eﬂ '§. Conclusion and Recommendation - Chapter VI (2).
The Coordination Division (reconstituted Interdepartmental Coor-

« '-: and fla:__ o £ ﬂhuﬂ -'-__'_:l_llu-; h ¥ o-r
ghudying he actual scope of the Research and Reports Dy im’
ang for recommending those services of common concern which

S should be performed centrally. -
- 8. ORE believes that a revised draft of NSCID #3 should determine

the actual seope of intelligence production in fields of common concern i
and that this should be done whether or not the proposed recorganigation

of ORE is adopted. ORE recommends that this Office be given the respon-
aibilily, in eollaboration with the IAC Standing Committee, for re-drajting
NSCID #3 for these purposes.

b, Further comments as the ORE concept of the reconstituted ICAPS
function are included in 7 below.

8. Conclusion and Recommendation - Chapter VI (3).

opriety of the preparation by the Central Intelligence Agency
essentiall litical snmmaries review Z DXO

","":__ eration the need for such summaries, the existence of a aum-
ber of duplicating summaries and the %E €8 2

individual departments {o prepare .

el s

2. ORE does not concur in this recommendation or its implications,
In referring to CIA current intelligence publications as ‘‘essentially
political summaries,’” the Report properly indicates that those publica-
ticns are based to a considerable degree on State Departoent materials,
However, & majar canse for this preponderance of State Depariment
materials 18 that Army and Navy do not, as State does, make thetr highest
level intelligence and operational materials available to CIA. A strong
NSC directive is required to remedy this situation. Concerning the problem
of duplication, ORE believes that such duplication is more apparent than
real. Each of the deparimental agencies produces pertodic summaries
which are designed for a specific audience, and no ane of those publications
couid meet the needs of the other audiences. (Even the State Department
summaries are specialized; they are diplomatic summaries for readers
with an intimate Imowledge of diplomatic operations.) CIA current intel-
Hgence publicaticons are the only ones designed primarily for the President
and the N2C. ORE believes that only CIA has the perspective and the
freedom from bias necessary for proper performance of this delicate

and significant function.
) 43‘; "Lg-r Fo
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L E‘ R. The President and the members of the NSC have repeatedly ex- . ?
Rt A ERE - ﬁ 3 sted their approval of the CIA Daily and Weekly Summaries. Although
?;933“ tithe Report makes no specific recommendation concerning the CIA monthly

ﬂ“%\ég “‘Review of the World Situation’) the publication has been well recejved,
s . insofar as ORE has been able to asceriain.

7. Conclusion and Recommendaticn ~ Chapter IV (7).
The ICAPS should be reconstituted as a staff responsible only to the
Director of Central Intell ce with the task of develo for
{he coordination of mﬁce activities.
A, ORE does not concur in the recommendation that in its reconstituted

form ICAPS or the proposed ‘‘Coordination Division’ should function as
recommended in the report. :

.. ORE recommends that ICAPS be replaced by a council of Assistant
Directors which will advise the Director on matters of intelligence policy and
and interdepartmental coordination, and which will prepace drafis of NSCID's
and DCI's to implement such proposals. ' ) ]

£. The council of Assistant Directors under the ORE proposal woald
require a Secretariat to formulate agenda,circulate drafts of papsrs,
. arrange and schedule meetings, record conclugions reached,and cause
e approved plans, policies and directives to be promulgated.

4. Under this proposal, the DCI would be represented on the IAC
Standing Committee by the AD or AD’s concerned with the problems
under disc&lxssion. .

8. Conclusion and Recommendation - Chapter IV (8).

The responsihilities of the OCD with respect to the coordination
qf_coliection requirements and requests and the dissemination of
intellicence shouid be carried cut under the new Coardination

DRivisign. This is ect to future determination of the extent
to which individual offices may conduct their own dissemination.

a. ORE does not agree that the OCD function is appropriate in any
sense to its concept of the working staff function recommended for the
reconstituted ICAPS in paragraph 9 above.

} -10 ~
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9. Conclusion and Recommendation - Chapter VII (4).

gg?g BL ESSHFIED The Foreign Documents Branch should be made part of the proposed
4k ) Research 4ug Reverts Divisien f ooe T sranten

2. Because the FDB function is basically 2 “‘source exploftation
facility,” involving a substantial Hbrary and reference function, ORE
considers that FDB should remain in QO or be attached to the Cia
library. The lbrary should in turn remain in OCD as a central ser-
vice to all CIA compenents.

19. Conciusion and Recommendation - Chapter XI (5).
here should be effective coordination between the work of the TIC

xjnthefieldofmui_ta;r_zestimates and that of the CIA and IAC in the
national estimates,

B e L AT L

2. ORE believes that intelligence production can be effectively
coordinated only at the working level and that ORE representation to
the NSC as well as the JIC s necessary.

b. It is strongly recommended,, therefore, that the ORE have the
responsibility for conducting working-level lizison on substantive
intelligence matters with NSC and JIC. :

11. Conclusion and Recommendation - Chapte; XII (1).

The State Department, to which the NSC has assigned dominant
est 'EEEe collection and production of political, cultoral —

and gociological intelligence, shoul equip itsell more adequaiel
to meet the legitimate rgui?ements of & CIA and of other S
Governmental intellipence agencies for such __Efaligence. }

Conclusion and Racommendation - Chapter XII (2).

"Lhe Specialized intellience staff in the State Devartment the
fiesearch and Intellizence Sg:,g does not now have sufficient
current knowl of departmential operations an icies to

furnish, on be of the Department, the basic estimates which

may be required by the CIA apd the Service intellipence agenciss.

-13 -
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2. These two conclusions and recommendations have been con-
sidered together as being separate paris of the same problem.

b. ORE concurs in each statement. (1) As long as the intelli-
gence facilities of the Department of State are inadequate to mest
CIA deadlines and CIA specifications for intelligence production,
CIA has no alternative but to produce its own political, cultural and
sociological intelligence. (2) As long as OIR is denied access to
needed information which is avajlable tn the Department, QRE can-

not rizk the assomption that OIR intelligence production is complete
and accurate.

12. Conclusion and Recommendation - Chapter XIf (3).

The Haiscn between the State Department and the Central Intelli-
EENCEe AFEncYy should b i E @
Basis:

2. ORE concurs. Authorization should be granted ORE to main-
tain effective lintson with political and operational levels in the Depart-~
ment of State in addition to the liaison presently authorized with OIR.
1t ig particulariy important that ORE have effective working relations
with the Departinent's Policy Planning Staft in order to coordinate
intelligence production requirements. ORE intelligence production
plans should be in phase with the policy planning of the Department.
The present arrangement, authorizing ORE to deal anly with the Office
of Special Asgistant for Intelligence, prevents CIA from receiving
guidance from the State Department policy level,
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